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The purpose of this paper is to integrate the various concepts developed in the available literature on organizational studies to highlight the importance and relevance of the newly emerging structural mode, viz., intermediate organization.
After giving a brief survey of literature, the paper looks into the circumstances that lead to the emergence of intermediate organizations. It is subdivided into two sections, the first section deals with complex and large organizations, and the second part, with small organizations. Intermediate organization emerges from -either type.
Intra-and Inter-organization Analysis
Intra-organizational analysis, for the purpose of this paper, refers to analysis based on variables such as organization structure, strategy, environment, and technology. Each of these variables, individually and in combination with the others, has significant effects on the functioning and effectiveness of the organization. Available literature on organization theory catalogues these effects quite exhaustively. (For example, see Chandler, 1962; Khandwalla, 1977; and Mintzberg, 1979 for structure and strategy, Hickson, Pugh, and Pheysey, 1969; Thompson, 1967; and Woodward, 1965 for technology, and De Greene, 1982; Jurkovich, 1974; and Thompson, 1967 for environment.) Inter-organizational analysis proposes to understand the interdependence and interactions among the various social units. Litwak and Hylton (1962) differentiate between intra-and interorganizational analyses on the basis of the social behaviour of partial conflict and differential authority structure. While conflicting values lead to a breakdown in the organizational structure in intra-organizational analysis, the elimination of conflicts leads to disruption and mergers in interoiganizational relations. They suggest the following hypothesis :
Coordinating agencies will develop and continue in existence if formal organizations are partly interdependent, agencies are aware of this interdependence, and it can be defined in standardized units of action, (p.226) This distinguishes inter-organizational analysis from intra-organizational analysis where coordination is achieved through authority structure without either awareness or standardization. Aldrich (1980) Each of these dyads presents a continuum and not a dichotomous division. The inter-organizational relationships are studied in four dimensions : formalization, intensity of involvement; reciprocity, and standardization of transactions. He suggests two hypotheses :
Environmental stability leads to the development of formalised relations with other organizations because it increases the opportunities for and the predicability of contact between specific organizations.
Environmental heterogeneity and instability jointly lead organizations to adopt different strategies, (p.67) Aiken and Hage (1968] have studied the impact of joint programmes on intra-organizational characteristics. Based on 16 health and welfare agencies in one community, they draw the following inferences.
• Organizations with many joint programmes are more complex and more innovative or ganizations, and they have more active inter nal communication channels and more de centralized decision-making structures.
• There is no relation between formalization and the number of joint programmes.
In contrast to this, Hage (1980) focuses on the network and the effect of external strategies on interdependence. He proposes a coalition of organizations for effective delivery system : Coalitional funding leaves undisturbed the. traditional sources and corporate identities of the organization and adds new sources and supracorporate identities, (p.230) The bases of this coalition are functional necessity and technological interdependence.
A funded coalition of organizations is more than a confederation and not quite a federation, since there is no central authority. (p.231) Sayles and Chandler (1971) suggest a federal structure for managing large systems such as the Tennessee Valley Authority, the Manhattan Project, and the National Aeronautics and Space Administration (NASA). The poly-organizations or multi-organizations are required to handle complex endeavours. They have to operate in situations fraught with contradictory demands : the need for interdisciplinary efforts versus professionalism and the necessity for permanence versus the need for flexibility. The structural design of a focal organization which would facilitate collaboration and coordination within the organization can be based on the various criteria such as work-flow stage type of technology, objectives, and institutional affiliation. It can incorporate matrix organizational form. The network of development and user organizations can have different patterns of relationships :
• Separation of development organizations and users : a) "Pool" of knowledge ( They suggest a strategy of creating a "selfforcing" and "self-enforcing" system to induce excellence and control respectively. The apex organizations need to concentrate on promoting interdependence to induce cooperation. The number and variety of relationships can be increased through competition and promoting alternative sources to support collaborators. It can reduce the number and variety of relationships through group pressure instead of formal standards, impose heavy penalties for staying outside collaboration programmes, and create a self-operating, visible system of control.
Towards Intermediate Organization
For the purpose of this paper, organizations are classified as large and small in terms of the totality of managerial endeavour required to achieve the set corporate goals and not on the basis of the capital or manpower employed. It is recognized that the pattern of both external linkages and internal configurations of an organization is changing. Ansoff and Hayes (1976) have noted that the external linkages have been changing in their emphasis from strategic imbalances to continual changes. In recent years, organizations have been facing surprises, and possibly, face constraints subsequently. The internal configuration of an organization is changing from exploiting its strengths to capability transformation. It progresses from creating many-faceted capability to create a harmony within to generating flexible capability to cope with environmental surprises and constraints. Hedberg and others (1977) suggest a self-designing organization which would continuously monitor the environment and modify itself in order to survive. The organizations have to stimulate experimentation in their strategies and internal structure to implement the strategies. Aiken and Hage (1971) have suggested that an "organic organization" is the most suitable type of organization for change and innovation. The characteristics of such organizations, such as diversity of occupations, deep involvement in professional associations, and high intensity of communications with higher status persons facilitate innovation. Besides, they tend to have slack resources, encourage joint programmes and have a history of innovation. These findings are based on a study of 16 organizations concerned with health, education, and welfare. Forrester (1969) suggests a few characteristics to be incorporated while designing A new organization. They are: elimination of the superior-subordinate relationship, individual profit centres, objective determination of compensation, separation of policy making from decision making, structuring through electronic data processing, freedom of access to information, elimination of internal monopolies, and so on. Ansoff, Declerck, and Hayes (1976) have tried to divide an organization's interaction with the environment into competitive and entrepreneurial behaviour. Whereas competitive behaviour tries to exploit present profit, entrepreneurial behaviour exploits potential profit (so it would be profit-absorbing). In competitive behaviour structures are stable or expanding, activities are grouped according to resources conversion process and loosely coupled. Economies of scale are adopted. On the other hand, the entrepreneurial behaviour results in structurally fluid activities grouped according to problems and are closely coupled. They suggest strategic management which includes competitive mode (for operations), entrepreneurial mode (entrepreneurial management), and integrative management (coexistence of the two modes).
Large Organizations
The survival of big business is, according to Sinetar (1985) , contingent on "finding, developirig and sustaining the creative entrepreneurs." Stevenson and Gumpert (1985) term managers having entrepreneurship qualities promoter-type managers and those relying on status quo, trustee-type managers. Drucker (1985) uses innovation and entrepreneurship as interchangeable.
While there is an emphasis on entrepreneurship at superstructure level, at infrastructure or task environment level, there is a move towards commitment in the workplace. A strategy based on control is inadequate to cope with competition faced by organizations. So, since 1970s there have been experiments at the plant level of commitment strategy by General Foods, General Motors, Cummins Engine, and others as Walton (1985) notes. These are leading to more flat structures in the organization with mutual influence systems and flexible definitions of duties coritingent on changing conditions. This is quite different from earlier fixed job definitions and a hierarchical control system. Johannisson (1978) used the two criteria of efficiency and flexibility in determining a suitable size of operations. He also tries to identify the various attempts of big firms using small scale activities. The small scale alternative structures adopted are : divisions within a big business, members of special product chain, production group, and project management. Most of these alternatives are incorporated in the intraorganizational theories.
Crisis
In recent years the inflexibility of big business has resulted in a different kind of external environment. This is a self-made dissonance.
Earlier, conglomerate companies were believed to be safe. However, with technological innovations which have to be quickly introduced, they are becoming lumbering organizations. Some electronic industries have invested enormous amounts in R & D, but they are unable to utilize the ideas generated in their own R&D departments. Sometimes large firms try to provide incentives for their own executives through stock options or cash payments for clever ideas. But there are many obstacles to introducing the new ideas within the organization : each time an executive tries to introduce a new idea, he has to face the same problems as any new entrepreneur would outside a large company.
In the 60s and 70s, there was a spurt in establishing new companies in electronic industries in the USA, particularly in San Fransisco and Boston areas. Most of the units were actually spin-offs and were established by the former employees of Fairchild at Silicon Valley and Digital Equipment Corporation at Boston. They joined hands with the academics who were selling their know-how to venture capitalists. Venture capitalists were willing to take big risks for high profits. The coming together of these three factors led to the establishment of more than 1,000 companies in the Silicon Valley between 1979 and 1983.
The typical entrepreneur, according to Albert Bruno's survey of 182 firms in Silicon Valley, was aged 40 years with 17 years' experience, of which 10 years were as manager ("The New Entrepreneurs," 1983). The life-cycle of the majority of small businesses in electronics is both short and spectacular. The sales figure would be $100 million from nothing in 2-3 years, and after another 2-3 years the firm would become bankrupt or merge with another firm. 
Response
There was so much spin-off of small businesses out of big industries' investment in R & D that the big firms started reacting as illustrated in "The Innovative Creator's Crib" (1985) .
The above description answers partly the causality question posed by Khandwalla (1978, p. 169) . "One troublesome issue is the direction of causality : do crises create the predicted responses, or do certain management orientations and structural inadequacies give rise to external and internal crises ?" The answer is that the structural inadequacies lead to an external crisis, which in turn, creates an internal crisis.
An attempt is made in the rest of the paper to identify intra-organizational concepts and the variations in structural patterns experimented by some companies. The cases, taken from "The Innovative Creator's Crib" (1985) are mentioned only for illustrative purposes. These are attempts to provide entrepreneurial environment by large firms.
Own Venture Capital Firms. It was estimated that the industrial firms had invested through their venture capital firms nearly $850 million between 1977 and 1982. Exxon and General Electric (GE) both tried to invest in high technology Companies. Exxon set up Zilog, and GE invested in Aplicon. While Exxon was able to take over Zilog, it made losses. GE assisted Aplicon which refused to be bought over. Both these attempts have been unsuccessful. So GE set up a separate venture capital fund firm, viz., Gevenco which would invest in innovative firms.
Deliberate Spin-off. Control Data in Minneapolis encourages the disgruntled executives to start their own small business. They have assisted neanly 40 companies with advice and capital to exploit technology developed at Control Data. In 1983 they took 40 per cent stake in ETA System. It was headed by a former senior vice-president nf Control Data. Small Groups. Sometimes big companies try to provide innovation team a set up separate from their own bureaucratic system. This was one of the ways IBM used to develop personal computers in 18 months. A subsidiary of Xerox, Shugart has allowed small groups working on new projects to be in a separate building so that they are not interfered with. Strategic Business Unit. The concept of strategic business unit is adopted in various ways. Texas Instruments adopted Objectives, Strategies, and Tactics Systems (OST) structure mainly as a resource allocation process to diversify products and markets. (See Galbraith and Nathanson, 1978 .) The 3M has a separate business venture unit to support new ideas. Their product range is vast, with nearly 84,000 items. Normally, this company backs up those who propose the new products and projects rather than those who oppose them. Intrapreneurship. The term "intrapreneur" is coined by Gifford Pinchot HI (1985) . He describes the changing emphasis of a few American companies which have introduced innovations successfully. The companies emphasize developing new products and encouraging innovators. Some are using surrogate competition within the organization by allowing the division to buy the services either from within or outside on competitive terms.
An intrapreneur is an internal entrepreneur. The tasks of an entrepreneur and an intrapreneur are the same. The only difference is that whereas the entrepreneur has the satisfaction of achievement, the intrapreneur gets a royalty for his innovation. In recent years, companies have tried to provide more power to the intrapreneur : if any new idea succeeds within a large company, the company will allow more freedom to the intrapreneur to try out another idea without compelling him to go through the usual market system of getting money, technicians, and so on. This is achieved through the device of "intracapital" : the capital provided is with the team, and the company has no control over it.
The intra-organizational analysis provides various taxonomies of the structure of the organization, especially the classification by Ansoff and Brandenburg (1969, pp. 381, 392-93) . The basic form and its variant compared with intermediate practices are given in Table 1 . The three practices of small groups, strategic business unit, and intrapreneurship can be accommodated in intraorganizational structure design. However, the other two practices of venture capital firm and deliberate spin-off require intergration of inter-organizational concepts. In these instances, the network of relationships may be different from that of purely intraorganizational structure. The induction of entrepreneurial mode within a large structure is generating various alternatives which cannot be incorporated in the structural designing through intra-organizational analysis alone.
Small Organizations
Inter-organizational analysis gives various networks of relations among different organizations involved in managing a large system. For instance, the social units concerned with health and education or mammoth projects undertaken by NASA form the subject matter of such analysis. However, in recent years, an attempt has been made to apply inter-organizational concepts in industrial marketing and emergence of central organization for critical activities and decentralized independent units. The remaining article takes a brief look at IKEA, a Swedish firm, applying inter-organizational analysis. This is followed by a few cases of Japanese small business' attempts towards intermediate organizations.
The recent trend is towards undertaking turnkey jobs. In such cases, no individual firm can offer all services, providing which is seen more as solving customer oriented system problems which can be accomplished only by several firms cooperating. A network of relationships will emerge among the firms rendering such services in which one firm may be a supplier to another, which then becomes a customer; two firms may be partners in a joint ven-" ture; or they may even be competitors. The organizational context and the environment influence the type of exchanges. Mattsson (1979) has classified such exchanges into four types: strategic (objectives and forms of cooperation), operative (exchange of goods), economic (financial flows), and social (interactions of personnel of organizations) exchanges. He concludes:
The increased interdependence brought about by the growing market demand, can help create new cooperative agreements with more substantive effects, (p. 169)
The external environment, particularly the nature of demand, and the interdependence of participating firms vary. It can be an ad hoc arrangement to complete a particular job or semipermanent cooperative arrangement to undertake turn-key jobs.
The emergence of an intermediate organization can be understood using a combination of intraand inter-organizational analysis. This is best illustrated with the case analysis of IKEA of Sweden, a firm specializing in wholesale and retailing of furniture and interior decoration products. IKEA introduced the concept of a "warehouse showroom" : the customer can either visit the showroom or place an order by catalogue. This was different from traditional marketing; it offered services like credit and delivery. The idea worked successfully, but the large producers did not approve of it. The company, therefore, was forced to depend on small producers. It reorganized its operations in such a way that the activities considered critical, like the design and construction of products, the control of the flow of materials, and retailing were centralized. Other activities were standardized. The policy of centralizing critical operations would find support in the intra-and interorganizational theories. The company depended on a large number of small suppliers. IKEA achieved forward integration by owning both the wholesaling and retailing units and backward integration by owning a workshop for production of prototypes and developing new production methods. The backward integration was, thus, only partial. The rest of production was undertaken by a large number of independent units. (See Lawrence and Lorsch, 1967 .) The Swedish case study shows the adoption of interorganization analysis in industrial marketing, turn-key jobs, and emergence of intermediate organization in consumer durable goods. The Far Eastern Review has illustrated responses of small business to the changing environment with the cases of small Japanese firms in an article, "Industrial Japan "84" (1984) .
Response
In Japan, nearly 65 per cent of manufacturing sector is accounted for by small companies (shitaukes). They have excellent production technology and are mostly sub-contractors for large industrial units. The expansion of shitaukes was largely due to the development of car and colour television in Japan. However, since the 1973 oil price shock, quite a few major industries have declined. This has threatened the survival of small subcontractors. The threat has become all the more grave with the expansion overseas of plants. The structure of small business in Japan was, thus, disturbed. This state of affairs has, in turn, led to the emergence of alternatives. A brief discussion of some of them follows.
Technomart and SBPC. MITI is setting up
Technomart-a data-base of patents and technologies on offer for licence or sale by subscribers, Subscribers will have access to other firms' wares. Technomart was set up with the cooperation of six banks, four securities firms, Chiyoa Chemical, and NEC. Any firm can join by flaying 300,000 yens a year. It is meant mainly for technology trade, and it allows its members to advertise products etc. as reported in "Innovative Creator 's Crib" (1985) .
SBPC, started in 1967, promotes modernization of small business either through joint undertakings or by forming cooperatives or collec-tivities of small and medium firms. It provides consultancy services called "Brains Rental Services." (For details, see MITI, 1978.) Partnerships. The partnership among small business results in either mergers or in the creation of cooperative ventures, mainly in marketing. There is another type of partnership emerging between small and big companies having both capital and market tie-ups. These tie-ups have emerged to meet the demand for specialized components. The big partner does not control the operations of the small companies. In 1980, the capital invested by big companies in sub-contractors or affiliates exceeded the value of the parent company's own capital. For example, the Matsushita Electrical Industries had invested half of its investment in small companies in 1960s, but by 1980s the ratio was 3:1 in favour of capital investment in affiliates. The trend, in the big companies, is towards investing in several small companies and centralizing marketing.
Sub-contractors.
Marketing tie-ups between the sub-contractors for big units and the big units themselves are far more common than capital tieups between the two. Nearly 70 per cent companies in the industries like precision machinery, transport, and electrical machinery are small. In petrochemicals, the figure is 40 per cent. Relations between the client and the sub-contracting firms are changing because the firms are rationalizing their practices, undertaking some activities inhouse. Thus, small firms are shifting either upwards or downwards in the pecking order.
Public Corporations. The concepts used in intraorganizational analysis fit the case of a small business growing into a big one. There is scope for expansion as exemplified by Sodick, Graphica, Kaga Denshi, and Computer Service KK in the last few years. These companies are small companies and have grown more rapidly than the large ones. Diversification is another route towards growth.
A comparative picture of a possible network of inter-organizational relations suggested by Sayles and Chandler (1971) is given in Table 2 . The intermediate organizations are emerging in response to environmental changes. The case of IKEA clearly brings out the role of an intermediate organization were certain critical activities are centralized, while the production activity is decentralized with multiple units with independent ownerships.
To sum up, there have been -and there will continue to be -changes in the environment of organizations. Changes are particularly profound in the economic, technological, and social sectors of the environment. The existing forms of organizations do not appear to be adequate to enable the organizations to cope with the environmental changes, and a new form of organization is emerging. Modes of analysis such as intra-and inter-organization analyses cannot accommodate the emerging mode. A new form or organizational analysis, intermediate organization analysis, which draws from intra-and inter-organization analyses is proposed. While the concepts put forth are tentative at this stage, it is hoped that they will crystallize and acquire concrete shape with further research. 
